Application of Importance-performance analysis (IPA)

in prioritizing the needs of tourism parks stakeholders by Razalli, Mohd Rizal et al.
Institute for Management and Business Research (IMBRe) 
2nd National Case Study Conference (NCSC) 2015 
523 
 
APPLICATION OF IMPORTANCE-PERFORMANCE ANALYSIS (IPA) IN 
PRIORITIZING THE NEEDS OF TOURISM  PARKS STAKEHOLDERS 
 
1
MOHD RIZAL RAZALLI, 
2




SHAFINI MOHD SHAFIE 
 
1,2,3,4







The degree of fulfillment of stakeholder needs will greatly affect an organizational 
performance. Stakeholders are those people that have an interest or concern in an 
organization. In this case, the stakeholders of the organization are customers of a company 
that manages tourism parks. Knowing their needs are critical, while prioritizing their needs is 
even more important to an organization due to scarce available resources. A case study of a 
tourism park management was carried out to illustrate the importance of prioritizing 
stakeholders need. Firstly, the current case study attempts to identify the needs of the 
company’s stakeholders, and secondly will prioritize those needs based on their level of 
importance. The SERVQUAL and Importance-Performance Analysis (IPA) tools were used 
for the analysis. Data was gathered through an online survey, which yielded 104 responses. 
The findings showed that the dimensions of SERVQUAL should be prioritized because of the 
availability of limited resource. Specifically, Assurance and Empathy were in the quadrant 
known as the “Keep Up the Good Work”. Responsiveness dimension was found to be in the 
quadrant of “Concentrate Here” and Reliability was in the quadrant of “Possible Overkill”. 
Meanwhile the final dimension, Tangibility, was in the quadrant of “Low Priority”. 





The term stakeholders was unfold by R. Edward Freeman in his strategic management book 
entitled Strategic Management: A stakeholder approach in 1980s. He argued that the firms 
would achieve better performance if the management considers various stakeholders’ 
concerns. He further defines stakeholders as “any group or individual who can affect or is 
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affected by the achievement of the organization’s objective”. Due to the wide scope of the 
definition, stakeholders have been redefined to limit the scope to only those groups who have 
vested interest in the firm survival (Alkhafaji, 1989).  Although the original term was meant 
for the private sector, the term is now being used for public organization as well to assess the 
degree of fulfillment of the public interest (Scholl, 2001). Analyzing the stakeholders’ needs 
are important because they will determine the success of a company. Therefore, the objective 
of the paper is to assess the need of stakeholders of a tourism park management. Further, the 
Importance-Performance Analysis (IPA) approach will be used to prioritize the needs of 
those stakeholders.   
   
 
Background of Company Z 
 
Company Z was established to manage tourism parks. These parks are created to protect and 
maintain ecosystem and biodiversity of the parks in an endeavor to prevent its deterioration 
which will subsequently deplete the nation’s sources of food for consumption by monitoring 
recreational and other activities to prevent irreversible continuous damaging consequences 
towards the environment. The establishment of the tourism parks will also encourage and 
promote extensive and aggressive scientific research and tourism activities which will boost 
the national economy.  
 
However, the biodiversity in the parks will be at risk and jeopardized if protection plans are 
not laid down to curb illegal and irresponsible activities. Company Z was selected to develop 
strategies for the development of a protection plan which is responsible for monitoring the 
safety and the proximities of the tourism parks in the Straits of Malacca, South China Sea and 
the portion of the Sulawesi and Sulu Sea that is within Malaysian waters. The Company 
responsibility is to ensure a special protection for the flora and fauna and protects as well as 
manage the natural breeding site and life habitat by giving extra focus to the flora and fauna 
species that are facing extinction. It will also be responsible for preserving the tourism parks 
from trespassers and threats from various parties.  
 
In the context of this paper, the need of stakeholders (in terms of service quality) of company 
Z was assessed using the Importance-Performance Analysis (IPA). In this case,  stakeholders 
were those individuals who have used the services given by the company.  
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Importance-performance analysis (IPA)  
 
Important performance analysis (IPA) in an effective method to set priorities for evaluating 
the two dimensions of customer attributes: perceived importance and performance level and it 
is frequently used to offer guidelines for making strategic marketing decisions (Angelo 
Riviezzo, Alessandro de Nisco, & Maria Rosaria Napolitano, 2009). IPA is considered a 
simple but effective instrument and supportive in determining best allocate scarce resources 
in order to maximize satisfaction (Kurt Matzler, Franz Bailom, Hans H. Hinterhuber, Birgit 
Renzl, & Johann Pichler, 2004). Importance-performance analysis (IPA) has been a common 
multi-attribute method for assessing marketing activities, as it yields insights into which 
essentials of a significant proposition the management should focus on (Alessandro Arbore & 
Bruno Busacca, 2011).  Not surprisingly, in recent years IPA has develop a common 
management tool used to identify strengths and weaknesses of brands, products, services and 
retail establishments (John C. Keyt, Ugur Yavas , & Riecken, 1994). A broad range of 
research paper including health, tourist, education, restaurant and others are applying IPA 
tool in identifying customer attributes (John C. Keyt et al., 1994),(Suna Koh, Joanne Jung-
Eun Yoo, & Carl A. Boger Jr, 2009). The IPA has been applied in diversity of setting and 
some adjustment and extension have been presented in literature. According to Suna Koh et 
al. (2009), IPA become an effective tool and can supports the study with effectiveness of the 
use of IPA in conjunction with benefit segmentation.  
 
 
Perceived importance and satisfaction 
 
According to Daniel I. Prajogo and Peggy McDermott (2011), the first IPA matrix was 
introduced in 1977 by Martilla and James, which intents to support audiences identify and 
rate certain good or service attributes, based on their importance to the rater and their impact 
on the organization’s overall performance. The means of attributes for performance and 
importance divide the matrix into four quadrants. The four quadrants with represent the 
attribute “Keep Up the Good Work”, “Concentrate Here”, “Low Priority”, and “Possible 
Overkill”. Typically, the y-axis represents the importance and the x-axis represents 
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performance (satisfaction). Figure 1 shows the importance-performance analysis (IPA) 










High Importance/ High Satisfaction 
“Keep Up the Good Work” 
 
QUADRANT III 










Figure 1: Importance- performance analysis (IPA) matrix 
 
 
Service quality dimensions/attributes  
 
Technical and functional quality is the concept introduced by Gronroos (1984) under the 
Nordic school or European perspective. Under Gronroos’s framework, service quality is 
defined according to the technical concept by referring quality to the outcome of the service 
process. Gronroos (1984) further elaborates that the technical outcome of the process refers to 
what they received as a result from customer-service provider interaction and important as 
part of service quality evaluation. According to Gronroos (1984), the total quality of service 
also count the functional aspect of technical quality being delivered to them, that is, the 
process of service or how they get the service for example the friendliness of a personnel in 
dealing with the customer. The element of subjectivity of service evaluation is more 
prominent to functional quality because it cannot be assessed objectively and in contrast, the 
technical quality produces result which is quite objective in nature. Customers are concerned 
about the objective and subjective evaluation of services. Drawing the idea from Gronroos 
(1984), both quality aspects; technical and functional are interrelated to each other and the 
existence of technical quality is a pre-requisites for functional quality success.  
 
















Institute for Management and Business Research (IMBRe) 
2nd National Case Study Conference (NCSC) 2015 
527 
 
SERVQUAL has been widely used in the literature and in practice as measurement scales for 
service quality (Caruana, 2002; Etemad-Sajadi & Rizzuto, 2013; Roberts et al., 2003). 
According to Ismail et al. (2006), the exploratory and quantitative research shows that the 
five dimensions were found to be relevant for the banking, insurance, appliance repair and 
maintenance, securities, brokerage, long-distance telephone service and automobile repair 
industries. However, in a recent study on service quality, Bhat (2012) postulated that the five 
dimensions are insufficient for service quality measurement and the SERVQUAL scale also 
inappropriate as a generic measure for service quality. Furthermore, the SERVQUAL five 
dimensions also need modification to adapt with the industry needs (Babakus and Boller, 
1992: as cited in Etemad-Sajadi and Rizzuto, 2013). In relation to that, the previous 
researchers have employed the SERVQUAL dimension in many ways. Some employed 
SERVQUAL as it is, some modified according to the needs of the study and there were also 
researchers who operationalized service quality in different measurement dimension relevant 
to their context of study. Therefore, having reviewed the literature, there are studies on 
service quality have considered various dimensions involved various contexts and industry. 
Among the works of researchers on service quality dimensions can be traced in the literature 
involves service quality in public service in Malaysia (Agus et al., 2007). This study slightly 
different from other studies in the sense that it employed the original SERVQUAL developed 
by Parasuraman et al. (1985). 
 
Due to the nature of service delivered in public service sector, the security dimension has 
been excluded from the evaluation. The findings demonstrate a solid connection between 
service quality dimensions and customer satisfaction, and in particular the service provider’s 
credibility, responsiveness and accessibility. From the findings, it also revealed that each 
dimensions contribute differently to the level of service quality performance. Therefore, a 
study needs to examine each dimension to identify the most important dimensions that 
contribute to excellent level of service quality. Borrowing the suggestion by Bhat (2012), 
service quality dimension-specific assessment is necessary to enhance firm’s effectiveness in 
fulfilling customers specific needs which subsequently improves firm’s position in the 
market. Rather than measuring service quality based on the original ten dimensions, another 
study that measures service quality and relationship quality between service firm and their 
customers by Roberts et al. (2003) has employed the five dimensions of SERVQUAL and 
examined its relationship with loyalty.  
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Similar to that, a study on service quality in the banking industry has also measures service 
quality using the five SERVQUAL, however, Caruana (2002) has chosen the three 
dimensions of SERVQUAL where the responsiveness, assurance and empathy merge into 
one dimension and leaving reliability and tangibility as it is (Parasuraman, Zeithaml, & 
Berry, 1994). A similar study on service quality in audit firm by Caruana et al. (2000) also 
measures service quality based on the three dimensions. 
 
Looking at the literature on service quality in the banking industry, other than the study by 
Caruana (2002) delineated above, there is another study by Kumar et al. (2010) which 
examined service quality in different dimensions consist of tangibility, reliability, and other 
two additional dimensions which the author believe important for service quality in the 
context of banking in Malaysia which are competence and convenience. The difference in the 
dimensions is due to the different objective of the study where Kumar et al. (2010) was 







This is a quantitative study where a questionnaire was used as a tool for data collection. 
Moreover, the questionnaire was posted online for ease of data collection. The questionnaire 
has two main parts – the respondent demography and questions related to the SERVQUAL 
dimensions. The SERVQUAL has five common dimensions, namely reliability, assurance, 
tangibility, empathy, and responsiveness. The respondents were asked to indicate their level 
of satisfaction of the service quality given by the Company Z and their perceived importance 
of the service quality. A total of 21 items was used to measure the level of satisfaction of the 
five dimensions of the SERVQUAL on a 5-point Likert Scale anchored from 1 = “Very 
Unsatisfied” to 5 = “Very Satified”. Meanwhile, to assess the level of perceived importance 
of the SERVQUAL dimensions, the same scale was used on the scale ranging from “Very 
Unimportant” to “Very Important”. The questionnaire was also validated with the Company 
Z before it was sent to the stakeholders.  
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In this research, descriptive statistics such as frequencies and mean ratings were computed for 
respondent profiles and the SERVQUAL dimensions. Then, the IPA was employed to seek 
the objective of the study, which is to prioritize the need of the stakeholders of the tourism 
parks in Malaysia. In doing the IPA, the means of the perceived importance and level of 
satisfaction of each of the SERVQUAL dimensions were calculated and plotted into a 
graphical grid using the SPSS software. The median scores were used to draw the cross-hairs 
(vertical and horizontal lines) which determine the lines among the four quadrants. The five 
SERVQUAL dimensions were plotted according to their mean scores of level of satisfaction 
and perceived importance in the grid as shown in Figure 2.    
 
 
Results and discussion 
 
Demographic characteristics of the respondents 
 
A total of 104 respondents participated in the online survey. Table 1 shows the demographic 
profile of the respondents. Based on the table, there were more female respondents than male 
respondents, with 66% of them were relatively young who aged 30 or under years old. In 
terms of the race, Malay accounted for 54%, Chinese for 36%, and Indian for 10%. The 
majority of these respondents held the SPM and worked in private organizations. 34% were 
in the management position and 29% were self-employed. 54% of the respondents earned less 
than RM1000 per month, 36% earned between RM 1000 – RM 3000, whereas only 10% 
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Demographic characteristics of the respondents 
Sex Percent   Age Percent 
Male  48 
 
30 or Below 66 
Female 52 
 
31 - 40  28 
   
41 -50 4 
   
51 or above 1 
     





< RM 1000 54 
Chinese 36 
 




RM 3001 - 
5000 10 
     











   Others 8 
   
     Occupation Percent       
Professional 15 
   Executive 11 
   Management 34 
   Self-employed 29 
   Retired 2 
   Not Working 9 
    
 
The perceived importance and the level of satisfaction of the service quality 
 
Table 2 below shows the mean scores of the service quality dimensions in relation to the 
perceived importance and the level of satisfaction. Our first objective is to identify the needs 
of the stakeholders for the tourism parks. In this study, we have operationalized the needs as 
the level of fulfillment of the service offered which is measured by the stakeholders 
satisfaction level. In regards to those needs, the mean scores for the reliability, 
responsiveness, assurance, empathy and tangibility were found to be 3.32, 3.31, 3.35, 3.41 
and 2.80 respectively. In other words, in percentage the scores were equivalent to 58%, 58%, 
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59%, 60%, and 45% respectively. These are relatively low scores for all service quality 
dimensions, particularly on the tangible aspect. Hence, the company should take necessary 
actions to improve its service quality. However, since resources are limited, the company 
may want to prioritize on which dimensions to be focused on. The next section will show the 
findings of IPA to help the company to make the appropriate decision.  
 
Table 2 
Mean scores of the importance and satisfaction of the Service Quality Company Z 
 
SERVQUAL DIMENSIONS Mean Scores 
  Importance Satisfaction 
Reliability 3.28 3.32 
The service offered is similar to the promises given to the 
customers 3.26 3.27 
Solve customer problems with sympathy and confidence 3.22 3.36 
Reliability of the services 3.27 3.36 
Service is provided at the promised time 3.29 3.31 
Provision of error-free records 3.34 3.30 
   Responsiveness 3.31 3.31 
Provision of on time services 3.36 3.31 
Provision of prompt service 3.35 3.33 
The willingness of the staff to help customers 3.18 3.33 
Responding to changes in customer demand 3.33 3.26 
   Assurance 3.42 3.35 
Reliability of the staff 3.42 3.26 
Feeling of safety in dealing with the company 3.42 3.42 
Staff attitude 3.43 3.38 
   Empathy 3.35 3.41 
Customer support 3.43 3.46 
Individual attention to customers  3.37 3.39 
Understanding customer needs  3.31 3.42 
Customer is the first priority  3.24 3.34 
Operating hours for services is suitable to customer needs. 3.40 3.44 
   Tangibility 2.85 2.80 
Physical facilities are up to date and appropriate.  2.87 2.87 
Interesting Physical facilities 2.84 2.90 
Staff attire 2.84 2.56 
Appropriateness of the physical facilities with the services 
offered. 2.84 2.88 
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The data from Table 2 were used to generate the IPA grid as shown in Figure 2. The X-axis 
represents the level of satisfaction, while the Y-axis is the perceived importance of the 
service quality dimensions. The four quadrants (concentrate here, keep up the good work, low 
priority and possible overkill) were constructed based on the mean scores of the Importance 
and Satisfaction ratings as suggested by Hemmasi, Strong, and Taylor (1994). The IPA shows 
that Company Z should keep up their good work in terms of assurance and empathy 
dimensions. On the other hand, the company should not give too much high priority on the 
aspect of tangibility of their facilities. Reliability was found to be on the line between the 
quandrants of low priority and possible overkill. The mean scores of reliability show that the 
stakeholder satisfaction was higher than the perceived importance of reliability. Hence, we 
conclude that reliability is in the quadrant of possible overkill. Finally, the dimension of 
responsiveness was also found to be on the line between the quadrant of low priority and the 
quadrant of concentrate here. The mean scores of responsiveness reveal that both satisfaction 
and importance scores were almost equal. However, looking at more specific attributes of the 
dimensions we can conclude that the mean score of the importance of these attributes were 
higher than the satisfaction scores. Hence, we have decided to place this dimension in the 
quadrant of concentrate here because it is found as important attributes to the stakeholders.   
 
In relation to the above findings, Company Z should give special attention to the aspect of 
responsiveness of the company. Responsiveness is related to the employee’s willingness to 
help and also the duration of services given to the customers. Therefore, Company Z may 
want to train their staff in the aspect of customer service as well as improve things that may 
speed up the processes particularly processes related to its customers. In this case, for 
example, process such as addressing customer complaints should be given higher priority 
because it directly affects the level of customer satisfaction.  On the other hand, the 
dimension of Tangibility should be placed on a lower priority in the improvement list 
compared to the other dimensions. The IPA shows that Tangibility was given low scores for 
its importance and satisfaction level. This, however, does not necessarily mean, the company 
should entirely abandon this aspect. The tangibility may have been perceived as the basic 
requirement for the stakeholders of this company.  In particular, they might consider the 
tangibility of the facilities of the tourism parks or the company as necessary to service 
provision without considering its importance.  
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The main objective of the paper is to use IPA for prioritizing the aspects of service quality for 
a tourism parks management. In this case study, the stakeholders need analysis has indicated 
that the parks management, Company Z, has not satisfactorily fulfilled their stakeholders’ 
satisfaction. Hence, generally, Company Z should double its efforts to increase the 
satisfaction level in relation to the service quality. Due to scarce resources, the IPA can be 
used to help Company Z to determine which aspects to be focused on. Based on the analysis, 
we have found that Company Z should concentrate on the aspect of responsiveness and 
maintain the good work it has been doing in terms of assurance and empathy toward its 
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